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This study examines performance appraisals
advantages, disadvantages, goals, techniques and problems.
Performance appraisal is a procedural system that
links employees and supervisors with management. Studies
show that when performance appraisals are well administered
and supervised, they are key factors to the increase of
productivity and serve as enhancers of employee
effectiveness and morale.
In writing this paper, a wide range of information
was used. The main sources of information were textbooks,




Goals of Appraisals 2
Advantages 3
Disadvantages 4
II. THE SETTING 6
Agency Background 6
Internship Experience 7
Statement of the Problem 8
III. THE LITERATURE REVIEW 9
Appraisal Approaches 18
Merit Pay Evaluations 22
Techniques of Performance
Appraisal Systems 25IV.METHODOLOGY 2 9
V. SUMMARY AND ANALYSIS 30
Merit Ratings 34





1. Check List Rating Form, Type I 26
2. Check List Rating Form, Type II 26
3. Point Evaluation Form 28
4. Narrative Rating Form 29
I. INTRODUCTION
Employee appraisal involves the systematic evaluation
of the performance and job behavior of each worker by his
supervisor or other persons in position to observe him.^
The appraisal is expected to influence positively employee
productivity by rewarding proficiency with high ratings,
extending a reprimand or warning to the ineffective, and
providing information through counseling to those in doubt
about their performances. The practice of using performance
appraisal is as old as civilization itself. Records go back
as far as 221 A.D. of attempts to rate men according to
their merits.^ Currently, the practice is very
widespread: civil service, the military, educational
institutions, and business organizations of all kinds have
^Roger M. Bellows, Psychology of Personnel in Business
and Industry. 2nd ed. (Englewood Cliffs, NJ: Prentice-Hall,
Inc., 1954), p. 372.
^W. F. Gluck, Business Policy and Strategic Management
New York: McGraw-Hill, 1980), p. 102.
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adopted and use various forms of performance appraisal.^ A
viable theory to support this wide-spread practice did not,
however, develop concurrently with its use. This may
account for the many reports from individuals, government,
industry, and educational sources which assert that
performance appraisal programs have failed to meet
objectives.^ Lopez's research concluded that the problem
of developing good theory and effective methods has
attracted a great deal of attention but has yielded no
solutions for an acceptable or valid method of measuring and
evaluating the contributions of human resources to the goals
of the organization.^
Goals of Appraisals
The major goals of employee appraisals are:
1) To measure employee performance
2) To measure employee potential
3) To assess employee attitudes
4) To further the supervisor's understanding of each
subordinate
^F. J. Lopez, Evaluating Employee Performance (New York:
Academic Press, 1980), p. 240.
^A. H. Locker and K. S. Teel, "Performance Appraisal
of Current Practices,: Personnel Journal 56 (October
1977):245.
^Lopez, Evaluating Employee Performance, p. 245.
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5) To fortify the supervisor-subordinate relationship
6) To analyze employee strengths and weaknesses
providing recognition for the former and ways to
eliminate the latter
7) To set goals for the improvement of performance
8) To substantiate decisions in regard to pay increases and
eligibility for promotion, transfer, or training programs
9) To verify the accuracy of the hiring process10)To eliminate hopelessly inadequate performance.
If the appraisal that the raters make on
each subordinate is to accomplish the above
goals, they must be as objective and
accurate as the rater can make them. They
must reflect a time and definite image of
the man or woman, in line with company
policy and standards. This requires the
raters to be fair in their evaluation
efforts.°
In many organizations, an effective performance
rating program offers management many advantages and
disadvantages.
Advantages;
1) Better men are selected for promotion.
2) Each man is considered for promotion or salary
increase on the same basis as everyone else.
3) There are fewer charges for favoritism.
4) Subordinates are motivated to work harder in
order to win a favorable performance rating.
^Michael H. Mescon, Michael Albert, and Franklin
Khedouri, Management Individual and Organizational
Effectiveness (Pittsburgh: University of Pittsburgh Press,
1977), p. 612.
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5) Department efficiency can be measured in
situations where there are no obvious physical
products or profit results.
6) Long-range personnel planning is facilitated/
since the promising younger man can be easily
spotted, and transfers can be more easily
custom-tailored to meet the needs of
individuals; and
7) The subordinat;es who need special training can
be identified.'
Disadvantages;
1) Need for rater training
2) Different standards among raters
3) Tardy or careless rating efforts by supervisors
4) Rating form might need improvement, and
5) Raters' errors (halo, central tendency, bias).®
The writer served an internship at the Martin Luther
King Center for Nonviolent Social Change from August, 1988
to December, 1988. During this period, he became interested
in the use of performance appraisals of the Center staff by
supervisors and managers. As shall be pointed out in the
statement of the problem, the writer was forced to explore
the characteristics and use of performance appraisals in
^George Strauss and Leonard Sayless, The Human
Problem of Management (Englewood Cliffs, NJ: Prentice-Hall,
Inc., 1980), p. 530.
®Bellows, Psychology of Personnel in Business and
Industry, p. 405.
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general, without specific reference to the King Center.
Therefore, only limited reference is made to the application
and use of performance appraisals at the Center.
II. THE SETTING
Agency.. Packg round
The Martin Luther King, Jr. Center for Nonviolent
Social Change was established in 1968 for the purpose of
preserving and advancing Dr. King's works and philosophy.
The King Center seeks to continue Dr. Martin Luther King,
Jr.'s legacy of promoting nonviolence and the elimination of
poverty, racism and war through research, education,
information and technical assistance.
In addition, the Center provides training
opportunities in Dr King's nonviolent methods and techniques
to any interested individuals and groups from all over the
world. The Center is the official national and
international institution dedicated to the memorial of the
life, dreams and works of Dr. King. Its mission is not
duplicated by any other organization and its activities




The writer was assigned to assist Mrs. Ella Mae
Brayboy, Director of the Outreach Program and Treasurer of
the Historic District Development Corporation at the King
Center. Among the duties of the writer were the evaluation
of potential houses to be renovated by the Historic District
Development Corporation and the provision of necessary
information to the Board of the Historic District
Development Corporation (HDDC) that will assist them in
making their decisions. When the board approved the
renovation of any particular house, the writer then prepared
a follow-up proposal to the City of Atlanta, Department of
Housing and Community Development for subsidies.
The writer was also responsible for some of the
administrative work of the HDDC, ranging from recording,
filing, writing of minutes, reports on budgets, and
facilitating communication for both the executives and the
board members.
The writer also worked with Mrs. Ella Mae Brayboy in
the capacity of deputy registrar for the Fulton County voter
registration units in registering hundreds of voters for the
1988 national election. On election day, the writer
assisted in a nonpartisan manner at the King Center in
coordinating the efforts to get voters to the polling
places. This process involved taking phone calls from
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citizens and linking them with free rides to their polling
places.
The varied duties assigned to the writer resulted in
a challenging and stimulating internship at this vital and
important organization which is dedicated to nonviolent
social change.
Statement of the Problem
Personal experience, observations, and discussions
with employees concerning performance appraisal revealed
that the King Center employees are faced with the problem of
inconsistency of evaluations, and appraisals of their
performance. An attempt was made to administer a
questionnaire to a stratified sample of employees of the
Center in order to isolate specific opinions of the
employees about the appraisal process. However, the writer
was denied permission to administer the questionnaire by the
officials of the Center. Therefore, the writer decided to
search the literature on those and other problems that were
expressed by employees in the course of informal
discussions. The paper, accordingly, explores problems that
are related to performance appraisals in general. In this
fashion, performance appraisal is examined from the
perspective of the various methods, advantages,
disadvantages, problems and usages in arriving at decisions
on employees performance, promotion and compensation.
III. LITERATURE REVIEW
The literature on performance appraisal is voluminous
by any number of measures. It is vast in the sheer number
of books and articles written on the subject. The
literature on the historical scope of concern for proper
conduct of performance appraisal is extensive as well.
Performance appraisal is highly varied with respect to the
degree of technical versus ideological content.
In many organizations, supervisors submit appraisals
of their subordinates to the organization's superior
officers for approval before the appraisal process is
considered complete. The rating review provides a vital
connecting link between the appraisal and its use as a
management tool. The review provides the second level
supervisor an opportunity to determine whether rating
instructions are being followed and whether rating standards
are observed. Where rating forms are incomplete or rating
recommendations seem hardly justified, the reviewing officer
may analyze the rating actions and offer advice towards
improving future rating efforts.
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Indeed, the foreknowledge that the raters' efforts
will be subject to re-examination by a line supervisor is a
strong stimulus to the rater to give due attention to his or
her appraisal responsibilities. Moreover, the rating audit,
when meticulously observed, provides useful evidence about
the supervisor who fails to analyze and record the
performance of his or her subordinates. The failure to
exercise supervisory responsibility should be recorded on
the supervisory service rating. If management accepts
ratings from first-line supervisors without providing
evaluations and supporting explanations, then it tacitly
accepts inadequate accomplishment from its supervisory
staff. ®
Secondly, the appraisal review affords an important
link in management communication and a guide to management
actions. Whereas the initial evaluation provides an
intimate check on individual proficiency and work-quality,
the secondary evaluation offers evidence of the quality and
kind of work being done by each unit, as well as management
ability of employees at lower levels. To be of special
value to higher levels of supervisors. Professor Mahoney in
his book suggested that every evaluation should include,
^The Civil Service Commission (Tallahassee, FL; D.
Whitla Publishing Co., 1963), pp. 461-6.
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along with a review of individual performance, a summation
of job or work assignments performed by the rated employee
during the rating period and an overall report of the
supervisory potential of subordinates.^® In this manner,
the reviewing manager is made aware of the relative
performance and ability of all working members under his or
her command.
Such data will be useful in evaluating unit
performance and in planning future work assignments. The
data also has direct bearing on the need for replacements
and the availability of qualified manpower.
In his book on performance appraisal, Erwin Rausch
gives the following guidelines:
The reporting officer shall be the person
who has immediate supervision responsibility
over the employee whose performance is to be
evaluated. The reviewing officer shall be
the supervisor highest in line of authority
above the officer who has personal knowledge
of the employee's work and of the
performance standards of the unit to which
the employee is assigned as compared with
standards in other units.
Of course, where the nature of the work suggests other
^®T. A. Mahoney, Building the Executive Team
(Tallahassee, FL: E. 0. Pointer Printing, 1961), pp.
114-115.
^^Erwin Rausch, Win-Win Performance Management/Aporaisal
(Englewood Cliffs, NJ: Prentice-Hall, Inc., 1985), p. 104.
12 Ibid., p. 109.
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appraisal officers should participate in the process, the
review procedure will be different.The inclusion of
additional reviewing officers is sometimes explained on
grounds that the initial review is too limited or narrow.
Thus, it is suggested that on successive organizational
levels, administrators will view the employee from different
vantage points. For example, the second or third level
supervisor is concerned with especially good or especially
poor reports which may reflect on organizational performance
levels and afford some indications of the state of employee
morale. The personnel rating results in recommendations for
personnel action, salary or position change, transfer,
separation, etc. Additional reviews ensure that the rating
assigned to each employee will be thoughtfully considered by
several responsible persons. Not only does this afford a
measure of protection for employees against hasty or
ill-advised supervisory actions, but it also protects the
supervisor from employee appeal motions based upon actions
taken.
A good performance appraisal system links training,
development, and career planning programs with the
organization's long-term human resource needs. In the words
C. Keil, Performance Appraisal and the Manager
(New York: Lebhor Friedman, 1977), p. 110.
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of G. G. Alpander, managers can use performance appraisal
for the following purposes:
• To assess the potential of employees for
future jobs and suggest appropriate
training and development programs.
• To design and implement merit and
incentive wage systems.
• To determine whether employees receive
appropriate compensation for their
particular functions and positions in the
organization.
• To identify and modify dysfunctional work
behavior, and to provide documented
evidence to support disciplinary and
separate actions.
Guvenc G. Alpander stated in his book that
Performance appraisal is an old management
process. Surveys indicate that nearly 80
percent of major corporations have developed
performance appraisal. However, most of
these systems do not achieve their
objectives. Problems may result from faulty
designs in the systems themselves, from the
inability of managers to write objective
appraisal reports, or from poor
communications of the reports to
subordinates. The detrimental effects of
poorly designed and implemented systems can
be significant and long-lasting. At the
operational level, the potential impact on
wide segments of the organization is much
greater than that of most operating
decisions made by individual superiors.
^“^Guvenec G. Alpander, Human Resources Management
Planning (New York: AMACOM Book Division, 1982), p. 214.
l^Ibid., p. 215.
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G. Latham and K. N. Wexley assert that performance
appraisal may be the most important system in the proper
management of an organization's human resources. It is a
prerequisite for establishing the other key system:
training, selection and motivation of employees.^®
In this context, Michael Beer contends that a
well-developed appraisal instrument should make explicit
what an organization's requirements are for an individual.
And the appraisal will serve as an audit of an employee's
effectiveness for the organization.^^
J. V. Odem set out some vital legal considerations
related to a performance appraisal and its credibility in
court. They are as follows:
• Performance ratings should be job-related.
• Raters must be able to observe the
performance they are to rate.
• Measures, such as training, should be
utilized to ensure that ratings are not
biased by racial, sexual or religious
prejudice.
• Ratings should be scored and collected
under standardized conditions.^®
^®G. Latham and K. N. Wexley, Increasing Productivity
Through Performance Appraisal (Boston: Addision Wesley,
1981), p. 201.
^^Michael Beer, "Performance Appraisal Dilemmas and
Possibilities," Organizational Dynamics (New York: The Free
Press, 1981), pp. 24-26.
^®J. V. Odem, Performance Appraisal; Legal Aspects
(Greensboro, NC: Center for Creative Leadership, 1977), pp.
80-85.
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It is believed by many that the primary purpose of a
performance appraisal is performance feedback. Based on the
information received from these feedbacks, employee
counseling and development can be initiated.^®
G. Levitz cites in his health care supervisors'
handbook the following objectives and purposes for
performance appraisal;
To systematically look at all important
aspects of an employee’s performance and not
just glance at isolated incidents.
To provide data for various management
decisions (training, salary adjustment)
based on objective evidence of relative
merits of various employees.
To measure an employee's efficiency
(comparison of personnel costs with actual
performance on the job).
To insure that the employee is placed at
proper sites for full utilization of an
employee's ability.
To provide a system to give the employee
recognition.
To compile facts for labor-management
negotiations when applicable.
To provide a "proper report" on specific
individuals looking at areas needing
improvement as well as progress gained, and
to train supervisors and management in
^^Latham and Wexley, Increasing Productivity Through
Performance Appraisal, p. 205.
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evaluation. direction and development of
personnel.
According to Michael Beer and Bert Spector, another
purpose of performance appraisal is to develop commitment to
the larger organization through discussion with subordinates
about career opportunities and career planning.It is
within this context that L. P. Haar and J. R. Hick claim
that there are several elements which are essential for an
effective performance appraisal system. One is that the
performance appraisal tool must be designed to reflect the
philosophy, purpose and objectives of the organization.
Another is that the purposes of performance appraisal must
be identified, communicated and understood by staff and
management. Still another is that standards of job
performance must be easily identifiable from the job
description. Evaluators must be trained in the use of the
tool, have thorough knowledge of the job, and have ample
opportunity to see the individual on the job. The procedure
for performance appraisal must be delineated, communicated,
understood and followed. Plans for evaluating and policing
the appraisal tool must be developed and implemented. Most
Levitz, "Performance Appraisal in Health
Organizations," Health Care Supervisors Handbook (Rockville,
MD: Aspen Corporation, 1982), p. 60.
^^Beer and Spector, Organizational Dynamics, p. 28.
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of all, top management must support performance
appraisal.A performance appraisal instrument must be
reliable and valid. The criteria used must supply a
representative sampling of the employee’s job performance
responsibilities. Additionally, employees should be
evaluated on the extent to which they fulfill the job
requirements rather than their performance as compared to
other employees.
The discussions of the problems with performance
appraisals highlight numerous areas that result in various
complex concerns. A very serious problem relates to the
uncomfortable feelings that supervisors experience in making
decisions in the rating process that affect subordinates'
careers. Likewise, negative feedback which frequently
occurs in the rating process creates an even larger problem
which results in feelings of ambivalence on the part of
subordinates.
Also, Haar and Hicks identified additional obstacles
to performance appraisal, e.g.
P. Haar and J. R. Hicks, "Performance Appraisal;
Derivations of Effective Assessment Tools," Journal of
Nursing Administration 25 (August 1976):20-29.
^^Latham and Wexley, Increasing Productivity Through
Performance Appraisal, p. 207.
2^Beer, Organizational Dynamics, p. 30.
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1. Evaluators perceive performance appraisal as being
unproductive.
2. Supervisors do not fully understand the purposes and
procedures of performance appraisals.
3. Performance appraisal demands too much time and paperwork
from the supervisor.
In another area of concern, Haar and Hicks contend
that the supervisor who completes the performance appraisal
must be aware of the employee's job. The rater must also
frequently observe the person on the job and be capable of
determining whether observed behavior is satisfactory.
Reports show that in 95 percent of appraisals conducted with
lower and middle management, the supervisor conducts the
individual’s evaluation.^® Supervisor evaluations are
frequently fraught with subjectivity and bias because the
supervisor rates on the basis of how he or she thinks the
work should be performed.
Appraisal Approaches
Randall S. Schuler and Stuart A. Youngblood list a
variety of appraisal approaches in their volume entitled,
^®L.P. Haar and J.R. Hicks, " Performance Appraisal:
Derivations of Effective Assessment Tools," Journal of
Nursing Administration 38 (April 1976), pp. 20-26.
26 Ibid., pp. 28-29.
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Effective Personnel Management. These approaches with brief
descriptions follow:
Comparative Standards - The comparison of
one subordinate to the others.
Straight Ranking - The listing of
subordinates in order from best to worst.
Alternative Ranking - Putting the best
subordinate at the head of the list and the
worst subordinate at the bottom.
Paired Comparison Method - Each subordinate
is compared to every other subordinate, two
at a time.
Forced Distribution Method - The superior
must assign certain proportions of
subordinates to different categories.
Absolute Standards - Allows superiors to
evaluate each subordinate's performance
independently.
Narrative Essay - The rater can describe, in
sentence form, the ratee’s strengths and
weaknesses.
Critical incidents - The superior observes
and records behaviors of subordinates that
demonstrate effective or ineffective job
performance.
Weighted Checklist - The supervisor merely
has to check the incidents each subordinate
performs.
Forced Choice Form - Forces superiors to
evaluate each subordinate by choosing which
of two items in a pair better describes the
subordinate.
Conventional Rating - The most widely used
form of performance evaluation. These forms
use personality characteristics or traits
rather than actual behaviors as indicators
of performance.
-20-
Behaviorallv Anchored Rating Scale (BARS). -
Developed to provide results in behavioral
terms that subordinates could use to improve
their performance.
Behavioral Observation Scale (BOS) - BOS and
BARS are essentially the same except in the
development of the scales or dimensions, the
scale format, and scoring procedures.
Management by Objectives - Most relevant in
appraising the performance of managers.
Work Standards Approach - Similar to MBO -
uses more direct measures of performance and
is usually applied to non-managerial
employees.
Direct Index - Measures subordinate
performance by objective, impersonal
criteria, such as productivity, absenteeism,
and turnover.^'
In a very different and provocative way, Latham
suggests that self-appraisals are beneficial and deserving
of praise, especially, since less defensiveness is elicited
through the self-appraisal approach.
Latham states that self-appraisals have been praised
for several reasons. Less defensiveness is elicited with
this type of appraisal. Discussions between employee and
supervisor are more satisfying and constructive with
self-appraisal, resulting in superior job performance. This
type of appraisal is a good tool for stimulating
^^Randall S. Schuler and Stuart A. Youngblood, Effective
Personnel Management (St. Paul: West Publishing Company,
1986), pp. 239-249.
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self-development because employees are encouraged to think
about their strengths and weaknesses. However, the use of
self-appraisal is not an advantage for employees who do not
have a strong need for independence. Also, several studies
have found little agreement between supervisory appraisals
and self-appraisal.^®
Another appraisal method is peer appraisal. Peer
appraisals must meet maximum standards of reliability
because of the daily interactions among peers, and the
resultant ability to get a number of independent
judgements. Peer appraisals are valid, although rating
differences are evident between peers and supervisors.
These differences are assumed to exist because of behavioral
changes when a superior is present. Peer appraisals are not
perfect, however, because peers are sometimes unwilling to
judge each other. In larger departments, moreover, the time
involved for one employee to evaluate all of the other
employees may be prohibitive.
Yet another form of appraisal is subordinate
appraisals. This type of appraisal format can assist
supervisors and subordinates to discuss and to resolve
problems thus contributing to their cohesiveness. Little is
^®Latham and Wexley, Increasing Productivity Through
Performance Appraisal, pp. 209-10.
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known of the reliability and validity of subordinate
appraisal.
Ideally, observations from multiple sources will
provide the most complete picture in any appraisal method.
However, restrictions of time and necessary paperwork make
multiple observations impractical in most situations.
Merit Par Evaluation
Having discussed the scope of performance appraisal,
problems, as well as the various methods in the preceding
pages, it seems appropriate to devote a portion of the
literature review to merit pay evaluation. Frederick S.
Hills, K. Dow Scott, Steven E. Markham and Michael J. Vest
stated that the principle of merit pay or
pay-for-performance, is well established in corporate
America.^® According to them, surveys of pay practices
indicated that more than 80 percent of U.S. companies have
merit pay programs for one or more of their employee
groups. Moreover, interest in merit pay is surging both
^^Marshall Sashkin, A Manager’s Guide to Performance
Management (Cambridge: Harvard University Press, 1986), pp.
60-62.
^^Frederick S. Hills, et al., "An Empirical Examination
of a Pay-For-Performance Program," Personnel Administrator
Vol. 32 No. 9 (September 1987), p. 53.
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within the public and private sectors of the economy.
Executives see merit pay as a pressingly competitive
world.
Dunnett Bass contends that the widespread and
continued use of merit pay plans is certainly prima facie
evidence that managers believe such programs enhance
employee performance and productivity.^^ However, the
value attributed to merit pay programs is in large part an
act of faith. Furthermore, a number of experts have
identified weaknesses in merit pay for performance, and they
contend that these programs can create motivational problems
if the programs are improperly used.^^ As Hills and others
outlined in an article published in Personnel Administrator,
the evaluation of pay systems requires information about the
organization's pay practices, as well as information about
employees and their attitudes toward the pay system.
That is, any pay evaluation must, at a minimum, attempt to
address two issues. First, it should determine sources of
systematic variation in performance levels and pay increase
^^Ibid., p. 53.
^^Dunnett Bass, "An Empirical Examination of a Pay-For-
Performance Program," Personnel Administrator Vol. .32 No. 9
(September 1987), p. 54.
33ibid.
3^Frederick Hills, et al., "An Empirical Examination
of a Pay for Performance Program," Personnel Administrator.
Vol. 32, No. 9 (September 1987), p. 56.
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levels. This is obviously important since reward programs
should be contingent on performance and no other factors.
Second, it is important to assess employee attitudes toward
the merit system. Regardless of organizational decision
makers' wishes or beliefs, the effectiveness of the system
ultimately rests with employees.
In the same article. Hills and others pose some
questions that include the following:
Do the employees perceive the merit program
as an equitable method of allocating pay
increases, and do they perceive their
performance as the determinant of their pay
increase. If employees do not value merit
rewards, nor perceive merit pay to be
associated with lllgh performance, then it
will not motivate.
Additionally, the writers propose the following as
key research questions which need to be answered during
evaluation of merit pay programs associated with performance:
• Is there a relationship between
performance appraisal scores and merit
increases?
• Are either of these scores affected by
biases which distort or contaminate the
relationship between pay and performance?
• Is there a relationship between employee
attitudes and performance appraisal scores?
• To what extent do the distributions of




Strauss and Sayles stated that rating is used by many
companies to determine which employees should receive merit
increases that will lift their wages or salaries above the
minimum rate set by job evaluation.
After much literature review on performance appraisal
and its bearing on merit pay increases, it appears that pay
increase programs based on pay-for-performance will increase
organizations' productivity and enable management to achieve
some of their goals.
Techniques of Performance Appraisal Systems
Organizations use different types of performance
appraisal formats, but there are three basic types:
checklists, numerical methods, and narrative methods. The
checklist is most frequently used (see the checklist form in
Exhibits 1 and 2). It consists of a series of statements,
phrases or factors which are considered important by the
organization and management to the evaluated job-like
quality of work, judgement, initiative, and so on. There
are various indicators of job performance that are noted for
each factor by either a series of adjectives - excellent,
^"^Strauss and Sayles, The Human Problems of Management,
p. 531.
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good, average, below average - or by a series of descriptive
statements indicating positive or negative behavior. The
numerical method of performance rating provides the
assignment of points or percentage values to the various
traits selected as significant (see Exhibit 3).
The total points or percentages on the form represent
relative judgements of the rater about the employee under
evaluation. In the organizations that use numerical
systems, the factors are appropriately weighted so that
those deemed most important for overall job performance are
assigned greater importance.
An increasingly popular rating method in the
different organizations is the narrative evaluation (see
Exhibit 4). Most of the organizations now use the narrative
either singularly or as a supplement to other rating
methods. Using this technique, the appraiser simply
describes ratee performance, abilities or characteristics.
Sometimes these are structured with outlines or
illustrations to assist the rater. Sometimes the approach
is open-ended, permitting the rater to express himself as he
sees fit, without further instruction.
Certain rating forms supply numerous and specific
yardsticks upon which a supervisor is asked to comment with
reference to a ratee. Others appear completely
unstructured, requiring only very general commentary from
Exhibit 3_
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work on time, keejuirn
lest than average super*
vision.
Seer Utc or lb- ( )
aent witrvout good eacuve.
Needs very little aupier*
vuson. Always geu job
dooc on time.
Able to lutn rooat ( ]
rww iatki. brwicr super*
vition II able to ooclop
rww ideal and adjust aeil
to new condiiioai.
Lumi rww tasla ( )
wiinoui difriculiy. FLani
work to complete it on
lime. Frequently baa be»
UlCAL
Ukn to msaicr rve*' ( )
taska and olien main
auggoiioAa ai to belief
wavi ol perlormance. L«*
cellent in planning work.
Cjxaovc Ability.
Showi inicrrrt (
an doing a good job.
Haa aurncirni ikill to turn
out woik satulaciOfily.
Trid to improve ( ]
kU. Turru out better
(ban average work.
Taker ewery oppoi- ( )
tunity to ootain roore
knowlroge lor jol^- &howi
eaceptional skill in pci*
lonotng tiuucs o( yob.
( ) 60-7& incluiive ~ Good; ( ) 40-5S itMJuuTt ilirgiml
Scjrce; L.
of Chicago Press, 1973),





A. Ciuraetcriitica Contidered Arcat where employee iliowt good or
cxceUent performance
(Eaplain with exarapio)
Areat where employee iteedt
improvement
(Explain with exaraplei)
Whai it (hit emplofcc'i potential lor powih or idvancement in hit prexnl wotk^
At a mull o( your duoiuion with the employee, «rhat apeciAc actioni hat be ayreed lo take to improve himtelf?
Source: L. L. Cummings, Performance in Organizations,
Determinants and Appraisal ( Chicago : University of Chicago
Press, 1973), p. 324.
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the rater.The major feature of this technique is an
emphasis on analysis and description rather than upon
evaluations comparing employees' performance with others or
with predetermined standards. Organizations utilizing this
method believe that it provides a more balanced and
comprehensive picture of the rater than either of the
methods since it affords the supervisor the opportunity to
structure his subordinates in his own way.^^ It does not
impose upon him a series of factors which he may not fully
understand or which may not apply to a specific employee
even though these factors may be deemed generally useful in
judging employees. This form also provides the rater an
opportunity to offer specific examples of observed job
behavior to bolster his rating. No specific outline should
be followed in writing a narrative evaluation, but there are
certain items which usually should be included.
In some instances, the purpose for which the
narrative is being prepared will make a difference in the
type of information included. All narratives should be
based on factual information, and illustrated by examples.
The supervisor should utilize conference notes and the
^®Frank J. Landy and L. James Farr, The Measurement of
Work Performance (New York: Academy Press, 1983), pp.
280-285 .
39 Ibid., p. 286.
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running supervisory record or notebook in order to avoid
generalizations based largely on recent knowledge. Notes on
progress conferences should be included. In writing
evaluations, specific illustrations should be used rather
than positive statements of the supervisor's unsupported
opinions. The King Center uses a comparatively lengthy
evaluation form in which employees of different classes are
rated on a scale of 1-10 with five categories - poor, fair.
average. very good and outstanding. Five two digit
increments are assigned to each category, e.g., 1-2 poor,
3-4 fair. etc. (See Appendix A for a copy of the King
Center's instrument.)
IV. METHODOLOGY
Both exploration and description have been used in
this study. Through the exploration of the literature on
performance appraisals as an evaluative tool, the writer
gained extensive insight into the advantages, disadvantages
and problems related to the methods and processes of rating
the performance of individuals.
Description of the types, uses and formats utilized
by various organizations for assessing performance of their
employees proved valuable in analyzing various positive and
negative aspects of the methods and types of performance
appraisals. Likewise, the use of description aided in the
identification of the specific problems and recommended
solutions to error reduction in the various appraisal
techniques.
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V. SUMMARY AND ANALYSIS
This study set out the goals of employee performance
appraisals, advantages, disadvantages, techniques of
performance appraisal and delineated problem areas as well
as positive aspects of the program.
It is noted that employees performance appraisals,
when properly administered, is a key contributor to any
organization's overall productivity. And, it is evidently
clear that it is the most problematic aspect of human
resources management. Performance appraisal provides
valuable general knowledge, where provision is made for
feedback. Another of the purposes of performance appraisal
is to develop commitment to the larger organization through
discussions with subordinates about career opportunities and
career planning.
To achieve desired goals, performance appraisal tools
must be designed to reflect the philosophy, purposes and
objectives of the organization. The objectives of
performance appraisal must be identified, communicated and
understood by staff and management. Standards of job
-33-
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performance must be easily identifiable from the job
descriptions. The performance appraisal instrument must be
reliable and valid. Procedures for performance appraisals
must be delineated, understood and followed.
The raters who complete the performance appraisals
must be aware of, and be knowledgeable about the employees'
jobs. Secondly, the raters must also frequently observe the
ratees on their jobs. Additionally, top management must
also support performance appraisal. And, the criteria for
developing performance instruments must be based on a
representative sampling of employees' job performance and
responsibilities. Employees should be evaluated on the
extent to which they fulfill the job requirements, rather
than their performance as compared to other employees.
Performance appraisal is a procedural system. The
rating review as an appraisal system provides a vital
connecting link between the appraisal and its use as a
management tool. Secondly, the appraisal review provides an
important link in management communication and a guide to
management actions. Every evaluation should include, along
with a review of individual performance, a summation of job
or work assignments performed by the rated employee during
the rating period and an overall report of the supervisory
potential of subordinates.
A well developed appraisal method is characterized
as, among other things, a system that links training.
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development, and career planning programs with the
organizations, and long-term human resource needs.
Additionally, a well-developed appraisal instrument should
make explicit what an organization's requirements are for
the individual.
The problems with performance appraisals are not
unique to any one organization. The problem of the raters
feeling uncomfortable in judging employees and employees
having ambivalent reactions to negative feedback is a human
characteristic. This kind of problem is concerned with
interpersonal situations and can be found in most
organizations.
Haar and Hicks lay out some obstacles to performance
appraisal. For example, raters perceive performance
appraisals as being unproductive, demands too much time and
paper work from the raters, and raters lack of understanding
of the purpose and procedures in making performance
appraisals. These are key factors to effective appraisal
systems and are very common in today’s organizations.
Additionally, Haar and Hicks cite in their book a problem
they regarded as subjectivity in ratings. The simplest type
of subjective rating is based on a form that asks general
questions.
The use of peer and subordinate appraisals are
considered to have values in the improvement of performance
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across the board, but time required and lack of reliability
in the use of the two is unknown.
Among the more pronounced problems in the performance
appraisals are those related to the raters' perceptions of
the performance of the ratees. These problems are
designated as contrast effect, halo effect, central
tendency. Each of these are explained in terms of their
limiting or exaggerated impact in individual ratings and the
common occurrence of these errors in most organizations.
Rating methods and standards are intertwined.
Standards provide the criteria against which appraisal
techniques can compare employee proficiency. In turn,
rating methods outline the procedures necessary for proper
employee evaluation. As previously indicated, there are
three common methods used in most organizations. All of
these methods, checklist, numerical weighting and narrative,
share common characteristics.
1. All are concerned with stated purposes of the rating
program.
2. All are concerned with the common factors to a number of
rated jobs that are included on the organizations'
forms. And all the rating forms include common
information.
The checklist rating form consists of a series of
statements, phrases or factors which are considered
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important to the organization. And the numerical rating
provides the assignment of points or percentage values to
the various traits selected as significant.
On the other hand, in the narrative rating method,
the rater simply describes ratee performance, abilities or
characteristics. Sometimes these are structured with
outlines or illustrations to assist the rater.
Organizations use different types of performance
appraisal formats that management believes will increase
productivity or will help in attaining organizational
goals. The King Center uses a comparatively lengthy
evaluation form in which employees of different classes are
rated on a scale of 1-10 with five categories - poor, fair,
average, very good and outstanding. Five two digit
increments are assigned to each category, e.g. 11—1 poor,
3-4 fair, etc.
Merit Ratings
Merit pay or pay-for-performance is well known in
corporate America, and the survey done by Michael Vested
shows that above 80 percent of U.S. firms have merit pay
programs. Furthermore, merit pay for performance can create
motivational problems with employees when the program is
improperly used. The use of a merit pay system should
require information about the organization's pay practices.
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as well as information about employees and their attitudes
toward the pay system.
Finally, to reduce the effects of subjectivity and
other rating errors in performance appraisals, it is
suggested that appropriately designated training programs
for raters be established to assist in the reduction of
errors. Rating errors are viewed as major factors in
appraisals of all types. Marshall Sashkin defined rating
errors as errors in judgement that occur in a systematic
manner when one individual observes and evaluates
another.^® The unfortunate result of any of these errors
may lead to unfair evaluation of an employee, which may
result in demotions,transfers, or at worst, terminations.
Numerous errors occur and have been classified by
various investigators and these deserve some exploration
here. The tendency to evaluate a person relative to other
employees rather than on the extent to which the employee is
fulfilling the requirements of the job is called the
contrast effect.^^ The contrast effect becomes most
evident with a rater who believes that the distribution of
evaluations should resemble a bell-shaped curve. This is
done by comparing one employee to each of the others.
^^Sashkin, A Manager’s Guide to Performance, p. 63.
^^Ibid., p. 64.
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Another frequently committed error is the halo
effect. The halo effect which frequently occurs where
employees perform several tasks requiring different skills.
Specifically, it refers to inappropriate generalizations
from one aspect of a person's job performance to another.
Likewise, inappropriate bias may result when evaluators rate
with a "similar to one effect" if the employee has
characteristics which are similar to his or her own
characteristics. even if these characteristics are not
job-related. Since most people tend to like or identify
with people similar to themselves, then such evaluators will
rate others according to their own values. Some evaluators
may have a tendency to rate employees consistently at the
high or low end of a scale, and this error is called
positive or negative leniency. The rater who evaluates most
ratees in the midpoint of a scale is committing an error
called central tendency.
Studies concerning the minimization of rating errors
with performance evaluations suggest the use of training
programs to decrease errors. These studies show that
knowledge alone will not sufficiently change rating
behavior.'*^ Thus, the training programs must include an
opportunity to observe other managers making errors, active
42 Ibid., pp. 65-66.
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participation in evaluating raters' capacity for making
errors, and practice in reducing rating errors.
Additionally, Marshall Sashkin developed an effective
combination of group discussions and programs for use in
training supervisors to reduce rating errors with
evaluations.
'^^Ibid. , p. 67 .
VI. CONCLUSION
Regardless of how one feels about performance
appraisal, the fact remains that judgements and evaluations,
regarding performance is here to stay They are
necessary in organizations , and they will continue to be
made one way or another. It is far better to control the
process and make it more effective than to avoid or ignore
The lack of training for the raters is the most
pressing need in many organizations, including the King
Center. In-attention to rating responsibilities,
inconsistency in evaluation, hasty, inaccurate evaluations,
tardy rating reports, which lead to unsatisfactory
performance and charges by employees of favoritism and
‘^'^Strauss and Sayless, The Human Problems of Management,
p. 534.
'*^Ibid., p. 539 .
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politics in rating efforts has been caused by inadequacy of
unprepared raters.
The commonly experienced errors which include bias,
halo effect, central tendency and leniency will be much
minimized if not eradicated when organizations begin
training their raters as suggested in the recommendations.
VII. RECOMMENDATIONS
After a thorough examination of performance
appraisals, the writer recommends the following to the
organizations:
1. The development of satisfactory appraisal goals and
policies by the organizations.
2. Development of adequate control mechanisms to ensure
that rating goals are attained.
3. Rating policies must be effectively administered.
4. The human resources personnel should express strong
support for the program and evidence their support with
administrative actions.
5. Organizations should develop a technique for ratees*
feedback on their evaluations.
6. Current ratings should be compared with past evaluations
to determine whether the employee's performance is
improving or declining.
7. Development of appraisal interviews that will inform




8. All factors, degrees of factors, and rating forms should
be thoroughly explained to raters. Explanations should
be standardized so that all raters interpret terminology
in like manner.
9. The organizations' human resources personnel should
strongly emphasize that the raters rate only work effort
observed at the time that they are rating the worker.
This will dispel the tendency of some raters to continue
to evaluate a person's performance based on an
impression gained in some previous rating and will also
require the rater to actually observe the ratee's
performance in each current period. It is advisable to
maintain records of employees in a given rating period.
Such accounts document rating efforts for reviewing
officers and also afford explanation to ratees why their
performance was rated satisfactory or unsatisfactory.10.It is the supervisor who prepares the rating form and
communicates the rating results to management and to
rated employees. His or her proper preparation for his
or her rating task is essential. Therefore,
organizations should develop appropriate training for
all employees required to rate other employees.
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11. The training sessions should stress
completion of appraisal forms, avo
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INSTRUCTIONS: Pleiuse rate the effectiveness of the enployee named above on
the scale Indicated below. Place the appropriate nunber, fran one (1) to











Average Very good Outstanding







NOTE: Sections I and IV vdll be ocnpleted on eac^ enployee. Ccnplete
Section II, in addition to section I and IV, fro enployees who have
supervisory responsibilities. Corplete Section III, in addition to
Sections I zutd IV, for enployees now hold nenagement positions.
SECTION I
(ALL EMPLOYEES)
1. INSTITUTIONAL MISSION: Demonstrates )cncwledge of the
mi Bcinn; goals and ^ectives of the center and willingness
to perform job responsibilities in tlie best interest of the
Center.
2. PROCXXiriVITy! Demonstrates the ability and willingness to
perfonii job responsibilities; to put in extra hours if
needed; willingness to do difficult tas)cs, t)4n)t of »ror)c to
be done and produces sufficient output.
ruArJTY OF WORK: Demonstrates the ability to P^orm
SV'cigfAntly thoroucth. aocurate and ocrplete vwr)t without
careless errors.
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_4. KICMLEDGE RBQIRED BY THE JOB; Demonstxates technical
knowledge and skills for the areas of responsibility.
Demonstrates conpetency cind keeps abreast of new developments
in her/his cirea.
_5. INITIATIVE; Demonstrates the ability to act on own in
activities/situations relevant to the job; self-motivated;
seeks greater responsibility.
_6. DEPENDABILITY; Demonstrates the ability to fulfill
conmitments; meets deadlines; and produces work with minimum
supervision.
_7. ACCEPTANCE OF RESPONSIBILITY; Demonstrates the ability to
accept and perform delegated duties in a cooperative manner.
_8. ADAPTABILITY; Demonstrates the ability to accept chamges,
new approaches, new ideas in work and applies same willingly
to the job.
_9. WRITTEN COMMUNICATIONS; Demonstrates the ability to
camiunicate clearly and understandably in written form; well
organized caimunications; work requires little or no editing.
,10. ORAL COMMUNICATIONS; Demonstrates the ability to coiiTiunicate
clearly; shows organization; expresses ideas.
,11. ATTEMPTS TO IMPROVE; Demonstrates the ability to correct
deficiencies; makes efforts on cwn to improve skills and
knowledge; willingly accepts corrective criticism.
,12. ATTENDANCE; (self-explanatory)
13. PUNCTUALITY; (self-explanatory)
14. ABILITY TO WORK WITH OTHERS; Demonstrates the ability to
work with others cooperatively; tolerant; effective in
dealing with center employees, associates, volunteers and
the public; uses tact and diplomacy.
,15. CREATIVITY AND RESOURCEFULNESS; Demonstrates the ability to
perceive the need for creativity and imagination in the
absence of guidelines/rules; develops/applies originail
solution to problems.
16. JUDGMENT; Demonstrates the ability to form objective
opinions; tends to be logical in approach to problems;
considers facts; weighs alternatives, etc.
17. ORGANIZING AND PLANNING WDRK; Demonstrates the ability to
orgeinize aurea of responsibility and tasks so that work is
done with naximum efficiency; ability to expedite work and
acccmplish objectives effectively through good orgainization
procedures eind structure; ability to look ahead and plan well
in advance; ability to avoid problems by euiticipating than
cind planning solution ahead of time.
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18. DECISION-MAKING: Demonstrates the ability to arrive at sound
decisions with confidence on a timely basis; adiility to think
on his/her feet.
19. BUDGET PLANNING AND CONTROL; Demonstrates the ability to
make accurate budget predictions and remain with them;
introduces cost controls and cost reducing methods; prepares
budget in a timely fashion.
_20. ADMINISTRATIVE PROTOCOL; Demonstrates awareness of the
administrative structure and willingness to vrork within it;
respects lines of authority and staff relationships.
SECTION II
(SUPERVISORY PERSONNEL)
_1. Delegates authority and responsibility and works with and
through others effectively.
2. Instructs, guides and reviews the work of others effectively.
_3. Establishes and maintains high standards of quality and
quantity for the work produced.
_4. Motivates, trains, develops eind guides eiiployees of varied
backgrounds and skill levels effectively.




_1. Delegates authority and responsibility and work with and
through others effectively.
2. Instructs, guides and reviews the work of others effectively.
_3. Establishes and maintains high standards of quality and
quantity for the work produced.
_4. Motivates, trains, develops and guides employees of varied
backgrounds and skill levels effectively.
_5. Fully understands, is receptive to, and effectively implements
Center's policies.
_6. Devises economical and effective organizational or
operational plans and procedures.
7. Establishes program objectives or performance goals and
ckssesses their achievement.
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_8. Adjusts work activities and schedules to meet emergency
conditions or unanticipated requirements.
_9. Understands, interprets and gains support for management's
goals and objectives.
10. Coordinates and integrates the work of subordinate employees
or'organizational segments effectively.
11. Develops improvements in or designs new work methods and
procedures.
12. Resolves orgeuiizational, management, personnel and techniceil
problems.
13. Connunicates effectively with management and employees and
when appropriate,, employee groups.
14. Foster an attitude of responsive service to the center's
constituencies.




Briefly describe the employee's strengths and weaknesses which may impact
on her/his performance. Additionally, based on the employee's rate of
progress and your judgment of the employee's potential, indicate if the
employee has reached the peak of his/her ability in job performance or is
ready for or capable of assuming increased responsibilities.
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(Date) (Typed Name and Title) (Signature of Evaluator)
NEXT LEVEL SUPERVISOR'S CXWMEWTS
(Date) (Typed Name and Title) (Signature)
EMPLOYEE'S CX)MMENTS
(Date) (Signature)*
♦SIGNATURE INDICATES EVALUATION INTERVIEW WAS CONDUCTED BUT DOES NOT
NECESSARILY INDICATE AGREEMENT WITH THIS EVALUATION.
FOR PERSONNEL OFFICE USE CMiY
Date Evciluation Form Was Disseininated_
Date Evaluation Was Returned
Action Ta)cen
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